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Dispatch Processing Time Survey; April - May 1958

1. TIn 1954, March through July, & survey was made by FI/RI
for the Executive Officer, DD/P to determine the average headquarters
processing time required for outgoing dispatches. A ample of at

least ten dispatches per month was taken for each of

Tn 1958, the 0&M Staff, DD/P Area, conducted a survey of
headquarters processing time for both incoming and outgoing dispatches,
using e five percent sampling of each. Tn the 1954 and the 1958
surveys, headquarters processing time was the time difference between
the date of origination of the dispatch and the date the dispatch was
pouched from the FI/RI Dispatch and Pouch Section out of the Agency.

A comperison of the results of these two surveys follows:

Headquarters Headquarters Improvement in
Processing Time Processing Time Processing Time
1954 1958
13.5 days 3.5 days 74% decrease
8.2 " ha " hogp
17 . 9 " 5 -] 1t ,. 71% n
l)-"os 1 3.9 1" 7)+% 1
9.8 " 3 " 69% 1
9 . n-{ " 5 v 3 1"t )4_5% ]
9 . 6 " 5 .7 1 ) )'"l% 1"
12.2 " b2 " 66% "
lo W1 tt 5'1 n 50% 3]
9 " )'I'o)"' n 51% 1
:L]- 1t 3.’+ ] 69% 1

Although the comparative sampling reveals an average 60 per-
cent improvement in processing time, 1t is belleved that there should
and can be made e much greater improvement before the dispatch can be
considered competitive with, and offer relief to, the cable medium. .

o, In order to bring out the specific points in processing

where improvement could be made and further decrease processing time
for both incoming and outgoing dispatches, this survey utilized the
technique of attaching survey forms to the dispatches. The pertinent
information noted on these forms waes work time expended on the dispatch,
time waiting in workbox to be worked. on, or time waiting to be picked
up by courier, and time required for delivery to the succeeding point
in the processing. Admittedly, the presence of survey forms speeded
up the processing time for these dispatches. However, in spite of this
probability, the facts which developed from the survey have established
the following areas of potentilal improvement for outgoing dispatches
which should be brought to the attention of the organizations concerned

Por corrective action:
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On the average, there is a delay of 10.9 hours between
the time a dlspatch 1es received and the time it is for-
warded by Releasing Officers in FE Division, with an
allowance of 1/10 of an hour for meking a decision to
release the dispatch (work time). The average delay
time of dispatches at the Releasing Officer step for
other operating divisions' materiel is from six minutes
in SE to 42 minutes in EE.

In general, the amount of time presently required to
move dilspatches between one processing point and another
15 excessive. Thls pertains not only to the time dis-
patches lie in boxes walting to be plcked up and their
delivery by courier, but to the time dispatches lie in
boxes at mall points and on desks waiting to be acted
on at all levels. On the average, the "Box and Transit
Time" ( time dispatch waits in a box to be picked up,
plus the time required for the courier to deliver it to
the next point for action) varies from an average of

.1 hour between RI/Receipt and Delivery Section and
RI/Dispa:tch and Pouch Section to an average of 9.0 hours
between the various area division Ccordinator and Re-
leasing Officer points. The high average Box and Transit
Time was 24.1 hours for NEA material between the Authen-
ticator and Coordinstor points.

3. Processing time for incoming dispaetches was examined from
point of receipt in RI/D&P to delivery at the action desk in the
area division. The following aress for potential improvement should
be brought to the attention of those organizations concerned for
corrective sction:

&

b.

Co

Aversge deley time for NEA and FE material at RI/D&P
is 4.8 hours and 3.9 hours respectively. Average
delay time at this point for other divisions' material
is from .7 hours for WH to 2.4 hours for WE.

Average delsy time for WH materlel at RI/Typing Section
(RI/TY) is 15.3 hours. Average deley time at this
point for other divisions' material 1s from 4.5 hours
for EE to 9.3 hours for SE.

As in the case of outgoing dispatches, the Box and
Transit time for incoming dispetches 1s excessive,
varying from en average of 6.5 hours between RI/D&P
and RI/Analysis Section (RI/AN) to an average of 19.6
hours between RI/Top Secret Section (RI/TS) and the
action addressee. The high average Box and Transit
Time was 32.6 hours for EE material between RI/TS
and the action desk.
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Summary of Interim Report on Airgram (2 April 1958)

1. The success of the Airgram at the Department of State has
resulted primarily from the following factors:

8.

Ce

The wide use of APO and Air Mail Registered pouch
channels for Secret material, which results in a

more rapid pouch transit system than the courier-
accompanied channels required for Top Secret material.

Even faster pouch channels are available for the
Department's Confidential and unclassified material »
which makes the Alrgrsm even more attractive for
material of this classification.

The Department of State uses the Airgram as a sub-
stitute for the cable only, and its effectiveness is
dependent upon its use as such.

2. This Agency considers present APO gnd Air Mail Registered
pouch channels as insecure for material classified Secret. As a
result, current Agency policy requires that all pouch material
classified Secret must be transmitted through Top Secret channels
to assure secure handling. This represents a serious overriding
disadvantage to the use of the Airgrem procedure in this Agency
for the following ressons:

Se

b.

Ce

The majority of this Agency's communications are
Secret;

Communications transmitted through Top Secret
pouch channels do not move as fast as pouches
transmitted through APO and Air Mail Registered
channels; and

The success of the Airgram depends upon & repid
pouch transit system.

o Ty
R
SL&HLT
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: 6 May 1958

MEMORANDUM FOR : All Cable Recipients

SUBJECT : Cable Data

1. The data contained in the attached summary and tables have been
compiled by the Cable Secretariat in support of a comprehensive study
being made by the Management Staff in an effort to determine the categories
of cables in which some reduction in the number of words sent electrically
might be effected. In addition to the utilization of this information by the
Management Staff, it is hoped that the Operating Divisions, Action Units
and Originating Units may, through study and analysis of the data, find
that certain categories of traffic are disproportionately high and take
steps to reduce the number of messages and words sent electrically.

2. In order to facilitate presentation, it was necessary to use symbols
to denote categories of traffic. For an explanation of the categories, and
for additional details as to what types of cables are included in each category,
see Enclosure 1. It was also necessary to exclude from the tabulation 59
outgoing multiple action addressee cables since they did not lend themselves
to tabulation. '

3. See Enclosure 2 for an index to all tables.

"\/ ~  Cable Secretary

Enclosures:
1-Categories
2-Index to Tables

SECRET
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SUMMARY

1. A study was made in April of 2, 169 IN and 794 OUT cables, totalling 2, 963
cables. This total is somewhat less than an average week, To determine the
approximate number of cables which might be sent in any category in an average
month, multiply the figure shown in such category by 5.5.

2. Following the guidance furnished in Inclosure I, it was determined that 1, 984
(67%) of all cables studied were operational, 321 (10. 8%) were intelligence, and
658 (22.2%) were administrative. In terms of words T, 703 (4. 1%) were operational
(traces), 119598 {63.6% were operational {other than traces), 45736 (24.3%) were
intelligence and 14955 (8%) were administrative.

3. The following figures provide a breakdown of messages among DD/P, DD/I
and DD/S Units :

No. Action No. Orig. Total Msgs % of Total Total Words % of Total

DD/P 1973 687 2660 89.9 175844 93. 6
DD /1 36 8 44 1.5 5241 2.8
DD/S 160 95 255 8.6 6737 3.6

4, A projection based on multiplying computed figures by 5.5 to bring the totals
to the monthly average of 16, 200 IN and OUT cables permits the following comparisons
to be made :

Average Average Percentage of Total words Percentage

Category words per cables total cables per month of total
cable per month words per
month
Ops traces & POA 32 1300 8. 41600 4.1
Ops - other 68 9560 59.1 650080 63.7
Intelligence 142 1750 10. 8 248500 24,3
Registry 54 20 wl 1080 .1
Security 40 200 1.2 8000 8
Personnel 23 1690 10.4 38870 3.8
Logs 21 910 5.6 19110 1.9
Budget & Fiscal 17 690 4.3 11730 1, 1
Communication 28 80 .5 2240 o 2
(technical) — —
16,200 100. 1,021,210 100 -

) (éverall aMgge\ggpaBg@g,se 2002/05/09 : CIA-RDP84-00499R000600040067-4
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CATEGORIES

TYPES OF CABLES

Ops-Traces & POA - Include here the requests for traces, requests for
POA's, requests for CSA's, requests for security and crypto clearances,
and similar matters, including replies to such requests.

Ops-Other- Include here all cables which are primarily operational in

" hature, other than those put in category A. A cable requesting project

approval and furnishing 1nformat10n as to commo support is primarily
operational, not support. Also, a cable es sentially operational in
nature but which contains intelligence should be counted in the ops category,

" Intel - Include here all cables which are essentially intelligence reports.

A1l cables furnished DD /I direct should be placed in this category, as

- should all cables set up inintel report format.

Registry - Include here all cables coming w'_itvhin the scope of the following:
1. Routing and control problems - cables - dispatches
. Dissemination of Regulations and Notices
Maintenance of records

2
3
4. | |
5., Records disposal - storage
6

7

A\

Vital Materials
. Forms - design - printing - delivery

Security - Include here all cables coming within the scope of the following:

1. Safeguarding and storage of classified material
2. Transmittal of classified material
3. Security inspection - problems
4, Building security
5. Control of visitors
6. Security indoctrinations
7. Violations by employees -(not oper - not CE)
8. Credentials- issue - lost
9, Lost or misplaced classified material
10. Safety program and standards -
i1, Marriage foreign nationals
12. Permission to write or publish
13. Permission to appear in public forums, radio, T.V.
14, Training outside CIA , :
15, Travel outside of assigned area

| SECRET
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SECRET

Personnel - Include here such cables as are described below, keeping

in mind that even though the individual concerned may be a member of

Commo or Logistics or any other component, the essential fact is that
the subject matter is essentially of a nature in which the action is to be
taken by a personnel officer,

1. Arrival - departure

2. Discipline

3. Leave

4, Assignment - reassignment
5. Personnel actions (even tho a Log - Compt. Empl.)
6. Insurance claims
7. Loans

8. Recruitment (other than of agents)

9., Termination - resignation {other than of agents)

10. Training - {(except operational training)

11. Duty status . .

12. Cover {other than that which appears to be primarily ops)
13, Staffing pattern - state

14. Travel orders

15. Processing in and out

16. Fitness reports

17. Position evaluation

18, Organization and position changes

19. Reports

20. Personal taxes

21. Time and attendance - overtime

Logs. - Include here cables concerning:

1. Requisitions - order - follow-up - more info
2. Shipping instruction - Agency material - personal effects
3. Furniture - storage - claims
4. Vehicles - Agency - QP - Personal - Registration - license -
use - accidents - purchase - disposal
5. Real estate and government owned property - acquisition, disposal
alteration - maintenance - taxes
6. Cold war stock pile requirements
7. Accountable officer designation

2=
SECRET
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Budget and Fiscal - Include here such cables as fall within the
following categories:

Budget estimates
Fund availability
Allotment of funds
Currency exchange
Delinquent accounts
Monthly accountings
Request for advance of confidential funds
Accounting requirements
9. Audit reports
10. Travel vouchers
11, Budget and fiscal reports
12, Budget and fiscal regulations

-

00 =~ Oy U1 i W IV =

Commo Tech - Include here those cables concerning the technical aspects
of communication, e.g., need for tech manual on repair of radio transmitters;
assignment of frequenties, etc. '

a3
SECRET
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TABLE OF CONTENTS

SUBJECT TABLE

Number of CIA IN cables, showing category and I
Action Unit

Number of CIA OUT cables, showing category and VVII
Originating Unit

Number of CIA IN and QUT cables, showing category I1I
and Action/Originating Unit '

Number of words in CIA IN and OUT cables, showing v
category and Action/Originating Unit

Percentage of number of CIA IN and OUT cables, showing v
category and Action/Originating Unit '

Percentage of words in CIA IN and OUT cables, showing V1
category and Action/Originating Unit

Number of CIA IN and OUT cables, showing category, VII
Station, and Operating Division responsible for
geographic area

Number of words in CIA IN and OUT cables, showing VII1
category, Station, and Operating Division responsible
for geographic area
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SECRET
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Percentage of words in CIA IN and QUT cables showing category and action/originating
unit, ‘
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o CABLE CONTROL OFFICER

1. Job Summary

Serves as CIA Cable Control. Officer responsible for the substantive
review of incoming and outgoing cables to establish criterie for
the preparation of more precise regulations governing the use and
preparation of cables and to insure adherence by originating
offices to the policies set forth in these regulations. Position
is physically located in the Cable Secretariat to facilitate per-
formance of duties.

2. Duties and Responsibilities

a. Conducts a substantive review on a post-audit basis of incom-
ing and outgoing cables disseminated by the Cable Secretariat
to detect the nature, extent, and frequency of infractions to
existing regulations governing the transmission of informastion
by cable methods, and for the purpose of developing more precise
regulations vhere present regulations fail to provide clear,
understandable prohibiltions to the originating offices on such
subjects as:

(1) Determining the possibility of cable transmission in lieu
of dispatches upon conslderation of the destination and
the desk-to-desk transit time for dispstches, as well as
the estimated time of arrival via both pouch and cable
media;

(2) Ascertaining the essentiality of the priority assigned
to individual cables in consideration of the importance,
sensitivity, and urgency of the substantive content;

(3) Determining the wordiness of cables; and

(4) Determining whether a cable is of sufficient importance,
timeliness, and sensitivity to warrent cable transmission,
or whether the interests of CIA would be better served 1T

the dispatch medium was used to transmit the material.

b. Provide current data to the Office of Tralning concerning the
nature, extent, and frequency of infractions to further improve
the Cable Writing Course content.

c. Initiates s report of misuse of cables in instances where, in
his judgment, infractions and abuses of regulations governing
the use and preparation of cables have occurred. This report
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which he provides 1s directed to the office or area division
concerned, via the appropriate Deputy Director, and gives
notification as to the specific cable violation or malpractice
and that such infrections will be brought to the attentlion of
the DCI through prescribed reporting chennels. Maintains a
record of the number of such infractions by type, originating
office, and releasing and originating official involved. Com=
piles such statistical date 1n the form of & monthly report
for submission to the DCI, (NOTE: The full impact of such
reports is evidenced when the DCI reports such informetlon to
the Deputy Director in staff meetings.) Monitors subsequent
cables to determine extent of compliance with prevailing
regulations. Upon observing repeated infractions on the part
of particular offices or individuals, prepares memorandum for
the signature of the Executlve Offlcer, DCI to the offending
office via the eppropriate Deputy Director.

4. On the basis of abuses noted, recommends through appropriate
chennels, the scheduling of individusls for instruction in
cable writing techniques and procedures.

e. Tnitistes studies designed to reduce cable traffic, e.g.,
gtudles the averasge number of words used in personnel type
cables over a glven perlod and suggests arees of improvement.

Supervision Received

Receives geners) administrative and policy guldance from the
Executive Officer, DCI. Incumbent's responsibility for the
preparation and interpretation of cable regulations is not
subject to close review, Supervisor is usually avallable for
consultetion in connection with unprecedented or "borderline"
infractions of ceble regulstions. Exercises complete indepen-
dence of judgment and ection in determining that an infraction
exists and in notifying offending offices of repeated infractions.
Some Agency and DD/P regulatory issuences govern the use of,
preparation, and dissemination of cables. However, one of his
major responsibilities will be the development of more precise
regulations on the use of cebles.
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